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The purpose of this research is to discuss the importance of transformational

leadership and the effects it has on job performance. There were 79 participants between

the ages of 18 and 66. Participants were required to have worked for the same manager for

more than three months. The study used a survey that combined the Multifactor

Leadership Questionnaire and Likert-type questions describing an employee’s job

performance based on task performance behaviors, organizational citizenship behaviors,
and counterproductive work behaviors. The research found that an employee who

perceives his or her manager displays idealized behaviors and enforce extra effort would

perform more task performance behaviors. Employees who perceive that their managers

manage by exception passively perform fewer task performance behaviors. Managers who
want employees to complete more task performance behaviors should increase his or her
idealized behaviors and enforce extra effort among employees.
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I have worked for the same company for a little over a year and while talking to a

coworker who had started shortly after me, we realized that many of the people who had
trained us into our positions were no longer with the company. With all of the

opportunities to promote within, the decent benefits, and the plentiful of chances for

employees to get bonuses, it raises the question as to why everyone is leaving. We also

noticed how the group atmosphere has changed. Employees used to be friends both inside

and outside of work, and now it is a somber atmosphere. This conversation got me thinking
about what solution the company could implement to help regain control of the growing

turnover rate, and what techniques or methods they could use to get people motivated and
excited to work.

Around the same time, I started to notice news articles that were addressing

employee satisfaction and new management strategies. Tony Schwartz and Christine

Porath (2014) wrote an article entitled “Why You Hate Work” for the New York Times that
talks about the reasons people hate work and ways to work on eliminating those feelings.
CNN’s Alanna Petroff recently interviewed billionaire Richard Branson about his new

unlimited vacation policy for his personal staff at Virgin. The policy gives employees the

freedom to take as much vacation as they want whenever they want. Both of these articles
highlight the importance of job satisfaction and keeping employees happy.

It became apparent that many people are interested in employee satisfaction and

performance. Research provided many studies on the subject of job performance. One

recurring method of increasing job satisfaction is through transformational leadership

(Avolio, Dvir, Eden, & Shamir, 2002; Barling, Kelloway, & Weber, 1996; Bass, 1999; Chia-
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Hung & Chung-Kia, 2009; Colquitt & Piccolo, 2006). The problem with these articles is that

they need to be updated and extended. The research will discuss the importance of

transformational leadership and job performance and locate the issues with previous
research that will provide guidelines and suggestions for future research.
Transformational Leadership Defined

Bass and Burns were the early developers of transformational leadership. Bass

identified transformational leadership to give a title to leaders who go a step above

transactional leadership by appealing to a follower’s higher needs (Bass, 1999). When

leaders appeal to these higher needs, which include esteem needs and self-actualization

needs, the follower begins to align their goals with the goals of the organization, without

reward or punishment from the leader (Bass, 1999). A leader would appeal to the higher

needs by focusing on the follower’s feelings and by highlighting or praising their talents. By
focusing on the needs of the follower, transformational leadership strengthens the

relationship between leader and follower and organization and follower simultaneously.
On the other hand, transactional leadership is leadership that involves a transaction

between the leader and the follower. The leader rewards the follower with a materialistic

item if they perform the desired behavior or task. Transactional leadership does not appeal
to the higher needs of the follower, it is a simple reward process. Transformational

leadership does not give material rewards; the reward comes from the connection between
the leader and the follower.

Transformational Leadership: A New Concept

Transformational leadership is still a fairly new leadership style. Researchers used

to focus leadership studies on three types of leaders: autocratic, democratic, and laissez-
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leadership styles, many of which are turning their attention to transformational leadership

(Bass, 1999). A style that focuses on the follower and the follower’s needs has displayed

increase in a leader’s effectiveness and has a longitudinal effect (Colquitt & Piccolo, 2006).
Researchers have found that transformational leadership can build co-worker

relationships, increase employee satisfaction, and it is effective at all levels of an

organization (Avolio et al., 2002; Kroeck & Lowe 1996). Transformational leadership is

becoming increasingly popular in organizational and leadership effectiveness research and
it can be the solution to many organization’s problems associated with employee

performance (Chia-Hung & Chung-Kia, 2009; Colquitt & Piccolo, 2006; Moynihan, Pandey,

& Wright, 2012).

Bass and Burns were the early developers of the concept of transformational

leadership. Bass identified transformational leadership to give a title to leaders who go a
step above transactional leadership by appealing to a follower’s higher needs.

Transactional leadership uses rewards and punishment to motivate followers, where

transformational leadership appeals to the higher needs on Maslow’s Hierarchy of Needs

(Bass, 1999). When leaders appeal to these higher needs, which include esteem needs and
self-actualization needs, the follower begins to align their goals with the goals of the

organization, without reward or punishment from the leader (Bass, 1999). By focusing on
the needs of the follower, transformational leadership strengthens the relationship
between leader and follower and organization and follower simultaneously.
Four Components of Transformational Leadership

TRANSFORMING JOB PERFORMANCE

In early studies, researchers believed that transformational leadership had only

6

three components that set it apart from other leadership styles. These three components

included charisma, intellectual stimulation, and individualized consideration (Barling et al.,
1996; Bass, 1999; Zorn & Violanti, 1993). Current research has extended it to four

components that make up transformational leadership. These four components include
idealized influence, inspirational motivation, individual consideration, and intellectual
stimulation.

Idealized influence entails creating a shared vision and earning trust with the

follower and it is also where charisma ties in. When the leader projects idealized influence,
they are creating a relationship with the follower that will tie the follower to the goals of
the organization. When the leader voices his or her expectations to the follower, the

follower is likely to make goals of those expectations. Idealized influence is broken up into
two categories, idealized attributes and idealized behaviors. Idealized attributes are the

characteristics that are inherently a part of a leader that display confidence and charisma

while idealized behavior is the way a leader will conduct themselves to be charismatic and

able to connect with the followers. Leaders also help the follower create goals and simplify

problems, which is inspirational motivation (Abrell et al., 2011; Avolio et al., 2002; Chia-

Hung & Chung-Kai, 2009; Colquitt & Piccolo, 2006; Wright et al., 2012). Wright et al. (2007)
found that challenging goals motivate people, so the leader should set goals that are clear
and challenging (as cited in Caillier, 2014). Leaders can also help inspire motivation by
aligning the goals of the follower with the goals of the organization (Colquitt & Piccolo,

2006). The third component is individual consideration, which entails the leader serving as
a mentor or coach instead of a boss or manager. Finally, intellectual stimulation occurs
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stimulation is where leaders encourage their followers to come up with their own solutions
to the problem, encouraging empowerment (Abrell et al., 2011; Avolio et al., 2002; ChiaHung & Chung-Kai, 2009; Wright et al., 2012; Colquitt & Piccolo, 2006).

Chia-Hung and Chung-Kia (2009) showed in their study of elementary school

teachers in Taiwan that all four of these components need to be present in order for

transformational leadership to be successful. In their results, Chia-Hung and Chung-Kia,

explain that greater the perceived experience of transformational leadership, the better the

results were for leader-member relations and coworker relations. They also explain that all
four components of transformational leadership had to be present in order for

transformational leadership to affect leader-member relations, but only individualized

consideration and inspirational motivation were needed to have an effect on coworker
relations. The importance of this study is that it demonstrates that transformational

leadership has an effect on relationships at work, which they showed to have an affect on
task performance, and organizational citizenship behaviors.

Transformational leadership and the impact is has on job performance have become

increasingly popular in studies, but it also has gaps that still need to be researched Abrell,
Moenninghoff, Rowold, and Weibler (2011), Barling et al., (1996), and Caillier (2014), all
agree that a study should be longitudinal to grasp the full effect transformational

leadership has on an organization. In their study, Abrell et al. (2011) illustrated the

importance by having a longitudinal study that measured the impact of transformational
leadership three separate times after the training session had occurred. They had found

little presence of a change after three months, but saw a significant improvement after six
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accurate measurements. Another commonly observed gap in research is the use of the

pretest-posttest method. In order to determine if transformational leadership is the exact

influence of the observed change, the research should measure before and after training to
see how each factor has played a role (Abrell et al., 2011; Avolio et al., 2002). This ensures
that it is the leadership style causing a change instead of an unmeasured variable (Cailler,
2014). Avolio et al., were able to show that transformational leadership had increased

human resources and their performance in a variety of organizational contexts, however
the study was conducted in 2002, which is over ten years ago. Future research needs to
have longitudinal studies that involve a pretest and multiple posttests.
Benefits of Transformational Leadership
There are many advantages to using the transformational leadership style versus

other leadership styles. Researchers showed that transformational leadership has a
positive influence on organizations. Chia-Hung and Chung-Kia (2009) found that

transformational leadership interaction can advance confidence, encouragement, and

consideration. When all of three of these are improved, the follower has greater satisfaction
with the leader, they have a higher degree of trust, and relationships improve and have a
higher value. Wright et al. (2012) also found that transformational leadership can build
relationships by raising the importance of organizational values and outcomes. By

providing a vision, the leaders give their followers a chance to come up with a solution that
gives the follower a sense of empowerment (Kroeck & Lowe, 1996). The greatest benefit of

transformational leadership to an organization is that people work as a team. When people
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work as a team, they are more able to function without a supervisor and because the leader
has motivated them to align their own goals with the goals of the organization, there is no
doubt that the company’s best interests are in mind. When the employees can work

without supervision, it allows the supervisor to focus their attention on more critical issues
(Bass, 1999).

One of the problems businesses are facing is high quality job performance from its

employees. By assessing the three components of job performance, one can ensure that

transformational leadership is having the desired effect. According to Dilchert, Ones, Van

Rooy, and Viswesvaran (2006), researchers need to reexamine job performance by looking
at three components, which include task behaviors, organizational citizenship behaviors,
and counterproductive work behaviors, all of which will be defined later. Dilchert et al.,

explains that older studies may have measured job performance incorrectly or unfairly, and
that they may have misinterpreted results from studies. By accurately reassessing job
performance, businesses can confidently ensure they find a solution to their problem.
Transformational Leadership and Job Performance

Many studies how found the effects transformational leadership can increase job

performance. In their studies, Avolio et al. (2002) and Chia-Hung and Chung-Kai (2009)

found that the components of transformational leadership have a direct effect on job

performance. Barling et al. (1996) found that when supervisors used a transformational

leadership style, their subordinates had increased their financial performance. Avolio and
Howell (1993) looked at a Canadian financial institution to see how supervisors who

identified with a transformational leadership style would affect department performance.
They were able to identify a positive relationship between transformational leaders and
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employees became highly productive and exceeded expectations after their supervisors

received transformational leadership training. Bass also found that a leader who uses the
transformational leadership style could reduce conflict, increase relationships, and

increase the sense of self-dependence. Transformational leadership also increases task
performance, as well as an increase in the breadth of tasks accomplished (Colquitt &

Piccolo, 2006). Employees were motivated to complete tasks, as well as go beyond what
their supervisors expected.

Although many researchers emphasize the positive effect that transformational

leadership has on the relationship between the supervisor and their subordinates, Bass
(1999) found that transformational leadership does not have to be present in only the
supervisors. As stated before, transformational leadership encourages team work and

group collaboration. When all members of the group adopt a transformational leadership
style, they view problems as a learning opportunity and they increase their productivity
and focus towards the collaborative goal. When all members have the same

transformational leadership style, they all share the same goal. Transformational

leadership increases job performance in many different ways, in many contexts, and
between all members of an organization.

Job Performance

Job performance is the level of output employees give to their work, which

determines their level of effectiveness. There are three components to assess when

measuring job performance (Dilchert et al., 2006). Dilchert et al. explains that these three
components include task performance, organizational citizenship behavior, and
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counterproductive work behaviors. By assessing all three of these behaviors, research can
identify specific influences and effects.
Task Performance

The first component of job performance is task performance. Task performance is

the assessment of how a person performs assigned or expected tasks. One can identify
these tasks by looking at the job description. Task performances tend to reflect on a

person’s abilities and experience (Conway, 1999). According to Conway (1999), there are

two different types of task performance. The first type is technical task performance, which
includes tasks such as paperwork, organization, and administration tasks. Technical task

performances are the impersonal actions that need to occur for an organization to function.
The second type of task performance is leadership task performance. These leadership task
performances are interpersonal tasks that can affect one or multiple people. Conway
describes leadership task performances as guiding and motivating tasks that affect
employees. Viewing two types of task performances can determine an employee’s
effectiveness both at the desk and away from the desk. This leads the first set of
hypotheses.

H1a: When an employee perceive that his or her manager displays idealized attributes, that

employee will report more task performance behaviors than an employee who does not
perceive his or her manager to display idealized attributes.

H1b: When an employee perceives that his or her manager displays idealized behaviors,

that employee will report more task performance behaviors than an employee who does
not perceive his or her manager to display idealized behaviors.
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that employee will report more task performance behaviors than an employee who does
not perceive his or her manager to uses inspirational motivation.

H1d: When an employee perceives that his or her manager uses intellectual stimulation, that
employee will report more task performance behaviors than an employee who does not
perceive his or her manager to use intellectual stimulation.

H1e: When an employee perceives that his or her manager uses individual consideration,

that employee will report more task performance behaviors than an employee who does
not perceive his or her manager to use individual consideration.

H1f: When an employee perceives that his or her manager encourages extra effort, that

employee will report more task performance behaviors than an employee who does not
perceive his or her manager to encourage extra effort.

H1g: When an employee perceives that his or her manager manages by exception passively,
that employee will report fewer task performance behaviors than an employee who does
not perceive that his or her manager manages by exception passively.

H1h: When an employee perceives that his or her manager manages by exception actively,
that employee will report fewer task performance behaviors than an employee who does
not perceive that his or her manager manages by exception actively.
Organizational Citizenship Behavior

The second component of job performance is organizational citizenship behaviors.

Organizational citizenship behaviors are the extra, non-expected behaviors that highlight

the dedication of employees. Mackenzie and Posdakoff (1994), state that these behaviors
are voluntary and do not fall within the job descriptions or expectations. Some examples
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the organization, and civic virtue (Mackenzie & Poskadoff, 1994). Mackenzie and

Posdakoff’s article researched how a salesperson’s organizational citizenship behaviors can
affect his or her manager’s perceptions and evaluations. The study found that managers
viewed organizational citizenship behaviors as essential as sales goals in an employee’s

performance. Simply put, managers evaluate employees on their organizational citizenship

behaviors as much as they evaluate that employee’s sales record. Organizational citizenship
behaviors show that the employee has dedication to the organization and that they

perform above what their managers expected of them. Looking at these behaviors can help
measure an employee’s job performance and give insight as to how beneficial they will be
to the company. This leads to the second set of hypotheses.

H2a: When an employee perceives that his or her manager displays idealized attributes, that

employee will report more organizational citizenship behaviors than an employee who
does not perceive his or her manager to display idealized attributes.

H2b: When an employee perceives that his or her manager displays idealized behaviors,

that employee will report more organizational citizenship behaviors than an employee who
does not perceive his or her manager to display idealized behaviors.

H2c: When an employee perceives that his or her manager uses inspirational motivation,

that employee will report more organizational citizenship behaviors than an employee who
does not perceive his or her manager to use inspirational motivation.

H2d: When an employee perceives that his or her manager uses intellectual stimulation, that
employee will report more organizational citizenship behaviors than an employee who
does not perceive his or her manager to use intellectual stimulation.

TRANSFORMING JOB PERFORMANCE

H2e: When an employee perceives that his or her manager uses individual consideration,

14

that employee will report more organizational citizenship behaviors than an employee who
does not perceive his or her manager to use individual consideration.

H2f: When an employee perceives that his or her manager encourages extra effort, that

employee will report more organizational citizenship behaviors than an employee who
does not perceive his or her manager to encourage extra effort.

H2g: When an employee perceives that his or her manager manages by exception passively,
that employee will report fewer organizational citizenship behaviors than an employee
who does not perceive that his or her manager manages by exception passively.

H2h: When an employee perceives that his or her manager manages by exception actively,
that employee will report fewer organizational citizenship behaviors than an employee
who does not perceive that his or her manager manages by exception actively.
Counterproductive Work Behavior

While the first two components of job performance measured an employee’s

strengths, the third component looks at the weaknesses an employee may have.

Counterproductive work behaviors are the behaviors that are often involved with

petitioning or protesting an organization. Bennett and Robinson (1995) identified

counterproductive work behaviors as “behavior that voluntarily violates organizational

norms, thereby threatening the well being of members and the organization itself” (as cited

in Cameron, Francis, Kelloway, & Prosser, 2010, p. 19). These disruptive behaviors have the
intention of making a statement to the organization. Some examples of counterproductive
work behaviors include violence, sabotage, revenge, and incivility (Cameron et al., 2010).
Cameron et al. (2010) simplifies the definition of counterproductive work behaviors by
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norms. It is important to highlight an employee’s counterproductive work behaviors
because they can decrease the work performance of the employee and the entire
organization. This leads to the final group of hypotheses.

H3a: When an employee perceives that his or her manager displays idealized attributes, that

employee will report fewer counterproductive work behaviors than an employee who does
not perceive his or her manager to display idealized attributes.

H3b: When an employee perceives that his or her manager displays idealized behaviors,

that employee will report fewer counterproductive work behaviors than an employee who
does not perceive his or her manager to display idealized behaviors.

H3c: When an employee perceives that his or her manager uses inspirational motivation,

that employee will report fewer counterproductive work behaviors than an employee who
does not perceive his or her manager to use inspirational motivation.

H3d: When an employee perceives that his or her manager uses intellectual stimulation, that
employee will report fewer counterproductive work behaviors than an employee who does
not perceive his or her manager to use intellectual stimulation.

H3e: When an employee perceives that his or her manager uses individual consideration,

that employee will report fewer counterproductive work behaviors than an employee who
does not perceive his or her manager to use individual consideration.

H3f: When an employee perceives that his or her manager encourages extra effort, that

employee will report fewer counterproductive work behaviors than an employee who does
not perceive his or her manager to encourage extra effort.
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H3g: When an employee perceives that his or her manager manages by exception passively,
that employee will report more counterproductive work behaviors than an employee who
does not perceive that his or her manager manages by exception passively.

H3h: When an employee perceives that his or her manager manages by exception actively,

that employee will report more counterproductive work behaviors than an employee who
does not perceive that his or her manager manages by exception actively.
Method

Participants
The research looked at adults between the ages of 18 and 66 who have worked for

the same supervisor for over three months. To be statistically significant, 100 participants
were surveyed about their most current manager or supervisor, however; only 79

participants fully completed the survey. The manager/supervisor was described as the
person they work directly under who influences most of their work. There were no
limitations to the participants other than they must have worked for the same

manager/supervisor for three or more months. The goal was to have a wider diversity in

the sample, so that it would be more applicable. However, the survey was distributed from
the Midwest so most of the participants are likely to be from that area.
Materials

To measure transformational leadership this research used the Multifactor

Leadership Questionnaire (MLQ). According to Avolio, Bass, and Jung (1999), the MLQ was

developed based on the early ideas of James MacGregor Burns. Bernard Bass took this idea
and asked seventy-eight executives to describe their best leaders and what made them the
best, and then information about charisma was added. Then a group of eleven judges was
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attributes of a leader. This provided the basis for the first MLQ, which contained 73 items.
Since, scholars such as Bass, Hater, and Avolio have revised it. Many researchers have
reviewed, edited and used the questionnaire in many studies to measure the style or

attributes of a specific leader. Because of the MLQ, the study also looked at extra effort

given by the leader, management by exception (passive) behaviors, and management by
exception (active) behaviors.

Extra effort is the when the manager pushes the employees to give more energy and

time to their work. This involves getting employees to do more than they expected and

increasing their willingness to try harder. Management by exception (passive) involves a
manager who fails to react to situations and problems that occur. Management by

exception (active) involves the leader specifying standards for compliance and punishing
followers to do not fulfill those standards (Avolio and Bass, 2004).

The current study uses the MLQ to measure if the leader displays the attributes of a

transformational leader. This research looked for higher evaluations of the following

categories: idealized attributes, idealized behaviors, inspirational motivation, intellectual

stimulation, individual consideration, extra effort, management by exception (passive), and

management by exception (active). By focusing on higher levels of these characteristics,
research would select leaders that portray the aspects of a transformational leader.

Focusing on the three components as presented by Dilchert, Ones, Van Rooy, and

Viswesvaran (2006), the research assesses job performance simply by measuring with
Likert-type questions. The three components include task performance behaviors,

organizational citizenship behaviors, and counterproductive work behaviors. The Likert-
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behaviors will be the same questions that were used by Ali and Bukhari, (2009), in their

study comparing organizational citizenship behaviors and counterproductive work

behaviors. Ali and Bukhari combined items from surveys produced by other authors to

measure both organizational citizenship behaviors and counterproductive work behaviors.
Lee and Allen (2002) and Motowidlo and Van Scotter (1994) were the authors of the

organizational citizenship behavior questions and Bennett and Robinson (2002) wrote the
counterproductive work behavior questions. An example of such questions 1 is “I often do

what is expected of me at work: strongly agree –strongly disagree”. These questions told us

the number of task-behavior performances, organizational citizenship behaviors, and

counterproductive work behaviors a person takes part in during work. By looking at these
three components, the data was able to analyze the results and compare them to the
hypotheses.
Procedure

Participants were sent a survey electronically, which contained items asking about

their current work status and age as a preliminary sorting tool. The first page of the survey
informed the participant of the study and how it will benefit them, and then it asked

consent to use their responses for data analysis. This study was approved by the IRB to

ensure the safety of participants. If participants did not agree, or if they did not fall within
the guidelines of the population, the survey thanked the participants for their time and

redirected them to the home page. Participants who fell into the population range and gave
consent were directed to continue the survey. The survey highlighted the importance of
1 The questions to the survey can be viewed in the appendix section
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answering the questions in relation to their current manager, and that the answers should
be honest as they are confidential. The survey continued to ask questions about how the

participant would describe their current manager/supervisor according to the questions of
the MLQ. Then Likert-type questions inquired about task-performance behaviors,

organizational citizenship behaviors, and counterproductive work behaviors where the

participant answered the questions as; never, rarely, sometimes, most of the time, all of the
time, and not applicable. Once the survey was completed, the participants were thanked.
Results

The results show that H1b had a significant relationship (N=79, r=.205, p=.035).

There was also a significant relationship for H1g (N=79, r= -.190, p=. 047). Finally, research
found that there is a significant relationship for H1f (N=79, r=.202, p=.037). No significant

relationships were found with H1a (N=79, r=.132, p=.122), H1c (N=70, r=.082, p=.236), H1d
(N=79, r=.115, p=.156), H1e (N=79, r=.072, p=.266), and H1f (N=79, r=-.009, p=.468).

There were no significant relationships between leadership style and organizational

citizenship behaviors reflected by H2a (n=79, r=-.010, p=.465), H2b (N=79, r=.093, p=.208),
H2c (N=79, r=-.067, p=.280), H2d (N=79, r=.064, p=.288), H2e (N=79, r=-.027, p=.407), H2f
(N=79, r=-.023, p=421), H2g (N=79, r=.010, p=.464), and H2h (N=79, r=.090, p=.216).

There were no significant results between leadership style and counterproductive

work behaviors reflected by H3a (N=79, r=-.010, p=.436), H3b (N=79, r=.039, p=.367), H3c

(N=79, r=.125, p=.137), H3d (N=79, r=.134, p=.119), H3e (N=79, r=.087, p=.223), H3f (N=79,
r=.093, p=.207), H3g (N=79, r=.131, p=.125), and H3h (N=79, r=-.032, p=.391).
Discussion
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find the relationship between transformational leadership characteristics and the effects
each behavior had on task performance behaviors, organizational citizenship behaviors,
and counterproductive work behaviors. The results suggest that employees are more

willing to do the tasks that are expected of them when they perceive their manager to

display idealized behaviors and encourage extra effort. Task performance behaviors are
reported to decrease if a manager is perceived to manage by exception passively. There

were not significant relationships between a manager’s perceived leadership style and the
employee’s reported organizational citizenship behaviors or counterproductive work
behaviors.

As previously state, idealized behaviors are the charismatic behaviors, a leader

displays in order to provoke trust, loyalty and respect. The results suggest that managers
who display idealized behaviors will increase task performance behaviors completed by

subordinates. These results are supported by Aryee, S., Hartnell, C. A., Walumbwa, F. O., and
Zhou, Q. (2012). As Aryee et al. explains that, “transformational leaders positively influence
employee work engagement by … expressing confidence in their followers’ ability to

perform beyond expectations.” (p. 5). By expressing their confidence in the follower’s
abilities, the manager is promoting trust, loyalty, and respect.

A significant relationship was also found between the employee’s perception of a

manager’s encouragement of extra effort and an increase in that employee’s reported

number of task performance behaviors. These results are supported by the findings in a
study conducted by Tsui, A. S., Wang, H., and Xin, K. R. (2011), which looked at CEO

leadership behaviors and the effects they had on employee’s performance and behaviors. In
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performance directly and inducing positive attitudes of employees through their

relationship-oriented behaviors.” p. 102). By focusing on the task at hand and encouraging
employees through a positive attitude, CEOs are encouraging extra effort on task
performances.

The last significant finding found a relationship between a manager’s passive

management by exception style and a reduction in the number of task performance

behavior that employee achieves. Bass, B. M., Einstein, W. O., and Waldman, D. A. (1987)
also found similar results. Bass, B. M, et al. researched the effects leadership had on

performance appraisal processes. In their discussion, they state that, “any form of active as

opposed to passive leadership may help subordinates to feel more comfortable and assured
concerning performance appraisal processes.” p. 185. This supports the definition and

findings of transformational leadership as a whole. If a leader is leading passively, they are
not establishing relationships with the followers. Based on the hypotheses that

transformational leadership has a positive effect, negative behaviors would have a negative
effect such as the ones found in this research.

A time and resource limitation was a significant weakness with this study, as well as

sample size. To be statistically significant a survey should have at least 100 respondents,
however my survey only had 79 results that were analyzed. Yet another weakness is

reporter bias, most participants will not admit to partaking in counterproductive work
behaviors that are harming the organization. Other factors could be attributed to the

responses as well. Looking at the relationship of workers who do not perform their job well
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and the willingness to take a survey about job performance should be considered. The

22

method of using the Multifactor Leadership Questionnaire may also be a weakness. The

MLQ has typically been used in a large organization where many followers use the scale to
rate a specific leader. It serves as a review for the leader to see what his or her employees
perceive his or her strengths are whereas this study used the MLQ to analyze many

different leaders with only one employee’s perception. Another explanation for the results

may be that some jobs have motivators that take place of a leader, meaning leadership isn’t
necessary.

This research used the perceptions of employees to analyze the manager’s

leadership tendencies versus having an outsider review the manager’s leadership style.

This removes the error of a manager switching their behavior to the expectations of the

reporter. The employees were also required to have worked for the same leader for more
than three months to ensure that the employees could correctly identify the manager’s
leadership tendencies.

Future research should find a way to effectively measure the number of task

performance behaviors, organizational citizenship behaviors, and counterproductive work

behaviors that are completed by employees. The study should also look at job titles and job
requirements in order to determine the effect leadership would have on employees’ work.
Conclusion

Most research has reviewed the leadership characteristics of the manager and then

looked at the performance of employees. My goal was to look at the way an employee

perceives his or her manager and how they feel that affects his or her work performance.
This research found that only when the employee perceives that his or her manager
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encourages extra effort, and when his or her manager has idealized behaviors, then he or
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she will perform more task performance behaviors. The research also found that managers
who manage by exception passively could be decreasing the productivity of their

employees. This research is just a start to finding a solution for job dissatisfaction and poor
employee performance.
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Appendix

The following questions are used to describe your current boss, supervisor or manager (the
person who influences your work the most).

Judge how frequently each statement fits the person you are describing using this scale:

0= Not at all 1=Once in a while
The person I am rating…

2= Sometimes

3= Fairly Often

4=Frequently if not always

1. Provides me with assistance in exchange for my efforts

2. Re-examines critical assumptions to question whether they are appropriate
3. Fails to interfere until problems become serious

4. Focuses attention on irregularities, mistakes, exceptions, and deviations from
standards

5. Avoids getting involved when important issues arise

6. Talks about his/her most important values and beliefs
7. Is absent when needed

8. Seeks differing perspectives when solving problems
9. Talks optimistically about the future

10. Instills pride in me for being associated with him/her

11. Discusses in specific terms who is responsible for achieving performance targets

12. Waits for things to go wrong before taking action

13. Talks enthusiastically about what needs to be accomplished

14. Specifies the importance of having a strong sense of purpose
15. Spends time teaching and coaching

16. Makes clear what one can expect to receive when performance goals are achieved
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17. Shows that he/she is a firm believer in “If it ain’t broke, don’t fix it.”
18. Goes beyond self-interest for the good of the group

19. Treats me as an individual rather than just as a member of the group

20. Demonstrates that problems must become chronic before taking action
21. Acts in ways that build my respect

22. Concentrates his/her full attention on dealing with mistakes, complaints, and
failures

23. Considers the moral and ethical consequences of decisions

24. Keeps track of all mistakes

25. Displays a sense of power and confidence

26. Articulates a compelling vision of the future

27. Directs my attention toward failures to meet standards
28. Avoids making decisions

29. Considers me as having different needs, abilities, and aspirations from others
30. Gets me to look at problems from many different angles
31. Helps me to develop my strengths

32. Suggests new ways of looking at how to complete assignments
33. Delays responding to urgent questions

34. Emphasizes the importance of having a collective sense of mission
35. Expresses satisfaction when I meet expectations

36. Expresses confidence that goals will be achieved
37. Is effective in meeting my job-related needs

38. Uses methods of leadership that are satisfying
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39. Gets me to do more than I expected to do
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40. Is effective in representing me to higher authority
41. Works with me in a satisfactory way
42. Heightens my desire to succeed

43. Is effective in meeting organizational requirements
44. Increases my willingness to try harder
45. Leads a group that is effective

How often have you… (please answer the following questions with All the time, most of the
time, sometimes, rarely, never, or Not Applicable)

1. Completed the tasks that are expected of you at work
2. Had Coworkers turn to you for advice or counseling
3. Been efficient when completing tasks
4. Been complimented on your work

5. Taken EVERY step needed to complete a project

Organizational Citizenship Behavior (Section II)

6. Adjusted your work schedule to accommodate other employees' requests for time
off.
7. Helped others who have been absent.
8. Showed genuine concern and courtesy toward coworkers, even under the most
trying business or personal situations.
9. Offered ideas to improve the functioning of the organization.
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10. Expressed loyalty toward the organization.
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11. Taken action to protect the organization from potential problems.
12. Demonstrated concern about the image of the organization.
13. Took the initiative to troubleshoot and solve technical problems before requesting
help from a supervisor.
14. Voluntarily did more than the job requires so that I can help others or contribute to
the overall functioning of the facility.
Counterproductive Work Behavior (Section III)
15. Taken an additional or a longer break than is acceptable at your workplace.
16. Come in late to work without permission.
17. Littered your work environment.
18. Cursed at someone at work.
19. Called in sick when you were not.
20. Lost your temper while at work.
21. Neglected to follow your boss's instructions.
22. Left work early without permission.
23. Left your work for someone else to finish.
24. Acted rudely toward someone at work.
25. Put little effort into your work.
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